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Revolutions in education tend to occur quietly. The upsurge 
in numbers of teaching assistants and higher level classroom 
assistants in schools is one such revolution. Another is the 
growth of school to school leadership support working beyond 
their own school sites to support other leaders and schools in 
need of help. A third revolution is presently under way; it is the 
move to the appointment and effective deployment of school 
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Following the announcement from the Secretary of State for Education 
in 2001, the National College, along with the Training and Development 
Agency for Schools (TDA) and Lincoln University designed a certificate 
programme for school business managers. The design was informed 
by the National College’s experience of best practice in leadership 





























Background and early developments
























































Table 1: Enrolment figures for CSBM and DSBM, 2001–2004 (academic years)
2001/02 2002/03 2003/04 2004/05 To end of 
2004/05
CSBM Enrolments
Pilot 100 100 - - -
Roll-out - - 900 1,200 2,300
DSBM Enrolments
Pilot - - 101 - 2,401
Roll-out - - - 100 2,501
Cumulative Total 2,501
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Figure 2: Six SBM competences and professional attributes, knowledge and understanding
1. Managing self and personal skills
– Managing own resources
– Maintain continuing professional development
– Developing personal networks
– Maintain professional values and ethics
2. Providing direction
– Provide leadership
– Plan school improvement
– Ensure compliance with legal, regulatory, ethical and social requirements
– Manage risk
– Foster school culture
3. Facilitating change
– Plan, lead and implement change
– Develop innovation
– Build capacity for organisational change
4. Working with people
– Allocate and monitor the progress of work
– Develop productive relationships with colleagues and stakeholders
– Recruit and support workforce planning
– Manage staff performance and development
– Build, develop and lead teams
5. Effective use of resources
– Manage finance
– Manage technology
– Manage health and safety
– Manage physical resources
– Manage environmental impact
6. Achieving results
– Manage projects
– Manage school processes
– Implement school service improvements
– Develop and strengthen community services
– Improve school performance

















or	clusters	–	what is	–	and	move	to	thinking	about	what might be	–	to	improve	their	work	
and	performance.
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Figure 4: Main objectives of demonstration projects
1. Potential for impact on quality of teaching and learning and the wider provision for  
 children and young people:
– Headteacher working time, focus of attention and role satisfaction
– Strategic decision-making
– Effective management of financial resources
– Income generation
– Networking and partnering arrangements
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The main objectives of the demonstration projects:
Table 2: Estimated savings in 123 schools from 19 demonstration projects
Gross savings (£m) Net savings 
(after SBD/SBM costs) (£m)
Approved grants
included in figures (£m)
2008/09 £0.7 £0.6 £0.3
2009/10 £3.1 £2.6 £0.9
2010/11 £2.5 £1.9 £0.2
Ongoing £2.3 £1.7 £0.1
Source: Oakleigh Consulting, 2010
2. Improve understanding of roles and requirements such as:
– Existing roles and responsibilities
– The qualities, skills and attributes that make for successful ASBMs/SBDs
– The training requirements both for internal and external participants
– The impact of school context on roles
3. Identify enablers and barriers to impact, such as:
– Which roles are most effective in which contexts
– Different operating models for the settings set out above
– The skills and attributes that headteachers and other school leaders need to enable  
 ASBMs/SBDs to succeed
– The contractual and governance arrangements that best enable impact
– Successful approaches to business change
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Table 3: Projected savings across demonstration projects, 2009/10
Gross savings Net savings (after 
SBD/SBM costs)
Per school £25,200 £20,800
Per member of leadership and teaching staff £2,064 £1,705
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Figure 5: Estimated return on  investment in SBM/SBD, 2009/10
Return on investment 2009/10






























































Increased public sector grants
Private sector sponsorship/
donations









Figure 6: Benefits per school
Assumptions and methodology
–  We analysed the latest evidence from the 
 demonstration projects to calculate the 
 average total benefit per school of the  
 additional SBM provision. The diagram  
 segments these benefits by generated income  
 and cost savings.
– Overall, the available evidence suggests that 
 additional SBM provision could save the 
 average school a total of approximately  
 £16,000.
– This is comprised of roughly £11,000 of cost 
 savings and £5,000 from income generation.
– We assume that most of these benefits can be 
 fully realised in schools when considering a 
 nationwide rollout.
– We consider that although there would be 
 some additional public sector grants available  
 to schools due to increased awareness, not all  
 schools would be able to replicate the gain 
 made in the demonstration projects. We 
 therefore take a conservative view, and 
 estimate that only 50% of these gains could  
 be realised in an average school.
–  We have not included the gains made in the 
 demonstration projects due to an increase in 
 pupil numbers, as when this is considered at  
 the macro level, no additional pupils enter  
 the system.
–  These figures are the basis for the gross  
 benefit figures in this section.
Source:	PwC,	2010a



















































Headteacher time saving (hours served per cluster per year)
=% of schools population covered









Figure 7: Potential savings from formation of a school cluster
Across all segments, over 86% of schools can place themselves in collaboratives where net 
marginal financial benefits are, on average, £21k per collaborative in addition to headteacher 
time savings of 1,450 hours p.a.
Limited support Strategic assistance
Average = £21k and 
1,450 hours per 
collaborative per year25% of schools can form collaboratives which 
generate c.£4k of net marginal benefit but 
with a higher number of headteacher hours 
saved (c.1,620) compared to schools in the 
strategic assistance collaborative
61% of schools can form 
collaboratives with a net  
marginal benefit of c.48k
Estimated marginal benefit and headteacher time saving by cluster































































Figure 8: Headteacher time saving by category























Figure 9: Main activities in which SBMs save headteacher time, by level of qualification























CSBM DSBM ADSBM All SBMsSource:	PwC,	2010b:	41
































  School Business Managers – a quiet revolution  |  26 
Table 4: Factors that motivate and demotivate headteachers
Factors that motivate and demotivate headteachers
Motivating factors % Demotivating factors %
Role is dynamic/not routine 58 Administrative demands 54
Building shared values 54 Inspection/measures of accountability eg.Ofsted 50
Collegiality/teamwork 46 Low status/negative media image of  the profession 41
Job satisfaction/sense of personal 
achievement 45 Changes in policy 39
Changing social culture 45 External interferences (eg. LAs, DfES) 39
Maintaining high standards 43 Problems with recruitment/retention 33
Sense of vocation 42 Stress 32
Professional autonomy/implementing  
own vision 39 Financial responsibilities 20
Passionate belief in the role 38 Less contact with pupils 18
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-  business management  
 service for local primaries  
 that is cost effective
- training courses for schools
-  payroll, personal advice
-  grounds maintenance  
 support for local 
 primaries that is cost  
 neutral and shares  
 resources
- key holding service for  
 local primaries
- printing department




- IT help desk
- training courses


































































































































Figure 11: SBMs drive significant benefits to schools
Enhanced school business management could  
drive significant benefits for schools
Available to all schools 
Context dependent
Dedicated 
resource to build 














freeing up funds 
































Figure 12: The culture shift
All SBMs are  
key in helping 
to achieve the 
required  
cultural shift


























Figure 13: What is getting in the way of take up?
The major barriers are cultural:
–  Headteachers and LAs who do not fully understand the SBM role and the benefits they can deliver
–  Headteachers who are reluctant to cede power and responsibility to non-teaching members of staff
–  LAs which are resistant, especially if they are concerned about their own services to schools
–  Governing bodies which act as a barrier, especially around clustering
There are also implementation barriers:
–  Some headteachers do not see past the upfront investment and so feel the role is not affordable
–  Difficult to co-ordinate a group of schools to take a collective decision to recruit
Supply of the right type of skills will become a barrier if not addressed:
–  There is currently no shortage of supply of CSBMs, but there is currently a lack of ADSBM and SBD 
candidates capable of working across collaboratives.
–  The College currently provides 1,500-1,700 places for CSBM, 600-800 for DSBM, 200 for ADSBM and 
50 for SBD. Meeting the needs of a collaborative-based system implies a need for significantly more 
qualified DSBMs, ADSBMs and SBDs.
–  There are many individuals working in an SBM role but without qualifications. This may lead to 
issues of quality and increase the risk of a mis-understanding of what a properly trained SBM/SBD 
can achieve.
Sustainability issues are not significant now but will need attention in future:
–  To operate strategically, there is a strong argument that SBMs/SBDs should be on the leadership 
team. Not all headteachers share this view. Linked to this is wide variation in pay and conditions for 
SBMs, with some on the leadership scale and others not.













Looking ahead and facing the future
Source:	PwC,	2010a
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Table 5: Three components of value for money
Definition Example
Economy Minimising the costs of resources used 
for a good service or activity
Are school supplies purchased at the 
best available price?
Efficiency The relationship between outputs and 
the resources used to produce them
Does the timetable make best use  
of teachers?
Effectiveness The extent to which objectives have 
been achieved
To what extent has the deployment of 
teaching assistants raised attainment?
Source:	Audit	Commission,	2009

















































The interventions we recommend are:
–  Targeted seed funding to incentivise schools with qualified SBM or SBD to share this resource with 
others; to encourage new collaboratives to form and recruit qualified SBMs/SBDs; and to encourage 
further upskilling of C,D/ASBMs. We recognise and understand reluctance to use seed funding to 
promote programmes. However, schools will discover that they can ‘spend to save’ and therefore 
will sustain the posts, as almost all demonstration projects did.
–  Ofsted inspection should include a sharper assessment of Value for Money which will encourage 
schools to assess SBMs. Inspection is a very strong lever to change behaviours.
–  Increased targeting marketing to a selected type of schools, LAs and others to raise awareness 
of the seed funding opportunities (a ‘pull’ strategy), highlight the sharpened inspection focus on 
VFM (‘push’), and to provide advice on how best to access seed funding and other support.
–  Training for SIPs and advice for headteachers on the benefits of qualified SBMs/SBDs and how 
to make most effective use of them. This should be mandatory within NPQH for new heads, but 
voluntary for others, provided via conferences and workshops. The main aim will be to help those 
headteachers who have access to an SBM make better use of them.
–  LAs to be encouraged to ensure that more local schools have access to qualified SBMs and to promote 
their take-up, on the basis it helps address workload issues and improves headteachers retention as 
well as supporting efficiency. The College should promote this in its Succession Planning work.
–  Adjust the levels of supply to reflect the cluster-based requirements. We recommend producing 
, on average, 1,100 DSBMs (up from 700), 400 ADSBMs (up from 200) and 60 SBDs (no change) per 
annum. By reducing CSBM intakes, this should be cost neutral.
–  Accelerate sharing of the very best practice by identifying and publicising the best examples, 
providing interactive tools based on these, and providing incentives for SBM Advocates to provide 
outreach support, advice and guidance to other schools.
–  A clear professional development pathway which with the granting of chartered status should 
raise the status, attractiveness and sustainability of the profession.
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other leaders – exchanging ideas, sharing
good practice and working together to
make a bigger difference for children
and young people.
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